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PREFACE
As the recently appointed Jdirecter of Indian Education Programs for the

Bureau of Tndian Affairs, ¥ have reviewed tnis document with great interest.

I know only too well the importance of good information on Trdian Educatiomn
and T alse know that there is an historical shortage of it. Cne contribution
that 1 hope to make pertains to improving tae quality of IDuidian Bcucation
Informat on. I believe that good, curvent informatiocn is recessavy to The

improvement of quality in the Education Program. Also, Tndian people, who

are making wore Jdecisions than o~ver before and who will be making an even
greater numter of them, need and deserve the best information possible.
This report provides a description of the state of the art regarding BIA
Education Information with special emphasis on that which is computer
assisted. I believe that this document will be useful in planning some
next steps toward making computerized information in Education a reality in

the BTA--and toward providing an important tool for Indian decision makers.

William G. Demmert, Director
Offize of Tndian Education Programs
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FDUCATION [NFORMATION AT CTHE
BIA CENPRAL OFFICE LEVEL OF OPERATION
Dr. Dave Warren, Acting Dircector of the RIA Office of indian Education Programs
has on several occasions cxpressed concern that BTA Education be prepared to
meet the needs of tribes as Indian Affairs moves “o the implementation of Public

Lo 053638, "The [adian Sel{ Dotermination and Pducatyenal Asoisrance Act.”
One key capability the Education activity needs and one that will have to
improve is the quality and quantity of information. Indian tribes will be
making decisions and it is the stated approach of the BIA Education tnat they

be informed ones. The RIA's abili*y to assist tribes in making informed

decisions is perhaps the under lying purpose for reviewing “ducation information.

This is the second paper that has the above title. The first was a survey aimed
at providing an overview of activities to assist in identifying nceds. The
first paper dated .January 22 is appended. Some of the definitions used in this
paper were presented first in the January paper. It is suggested that the
rcader review the January paper in order to gain a better understanding of the

background to this one.

The earlier paper has received extensive circulation and critique.  Personnel

of the BIA Compuuer Center were provided copies of it and have also participated

in Education meetings concerned with information needs. It is important to point °

out that the relationship between the BIA Computer Center and the Office of
Indian Education Programs, Indian Education Resources Center (IERC) has improved
greatly within the past year. This improvement has seen daily and frequently
hourly interplay between personnel of Education and the Computer Center. In
this respect, one of the basic purposes for establishing the IERC was to estab-
1ish and maintain a viable relationship with the Computer Center. This purpose

js moving rapidly toward becoming a reality.
*)

H



O

ERIC

Aruitoxt provided by Eic:

2
LERC personnel have participated extensively in the recent infowmation sessions
provided by the Computer Center wherecin the BIA computer modernization program
is explained. In addition, when TERC education division chiefs met to discuss
this paper, members of the modernization program were present and made sub-
stantive contributions. Therefore, the general scope and content of this
paper was cstablished by acommittee of key education and computer center
officials. Likewise, similar to the January paper, this one will receive

extensive circulation throughout the BIA.

It is important to point eut that meetings between IERC and the computer
Office of Indian Education Programs is well advanced in planning for modern
information and data systems and has .achieved a state of readiness thut is

ahead of most other BIA program offices.

One key point discussed with computer center officials concerned their pro-
posed "data based management system.' It appeared to Educatior that the data
based approached to management was compatible with the proposed Education
Trnformation System, which is discussed in this paper. Thers are, however, some
conlitions which Education thinks are basic to a modern information system.
»iest, it should receive support enough to be technica’lv maintained. Technical
me” .-cnance of existing programs is a current serious problem. Second, the
needs of Education require a higher priority within the Data Center operations
that they now receive or have ever received. There continues to be skepticism
on the part of Education concerning the control of computer services, and
eventually modernized Education information, by Administration. The past
experience has been rath.r censistent and simple, Administration has set

Education's priorities. 7o have a modern Education Information System, this

6
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arrangepent will have to be modified. Considerable discussion of this point

took place between Education personnel and computer center officials.

The Bureau's computer modernization program is having some frustrating moments
for Fiscal Year 1976. While nine employees have been assigned to the program,
there is no support budget for FY 76. When compared to the need, this approach

becores frustrating to program personnel and to computer personnel wlike.

It aprears 0 Education officials that there is spontaneous support throughout

BIA, at all levels, for modernization. Education certainly strongly supports
it and indications are that Area Offices do too. In fact, Area Offices are
off and running on development of computerized capability. There is the ex-

pression of great need for modernization and it is hoped that greater sujport

in FY 76 can be found for it.

A further review of the situation indicated that there are significant efforts
at the Area Office level of operation. A data entry system pilot project is
being developed for the Navajo Area. Great importance is placed on this
project as related to the modernization program, The Billings Area office
has had computer capability for some time and represents another significant
effort, Then, there is the developmental work of the Sacramento Area Office.
In all, considerable effort in modernizing the BIA information base is taking
place at the Area level of operations, It should be noted that it is much :

different from what was presented in the January Paper.

There is much more that can be reported regarding an Education Information
System, First, there was a critique of the January Paper and while its over-
all findings were largely accepted, it was recommended that a single system
be reported. This system is given in Table Ome.

7



In addition to Table One, a field trip was made by the IERC official to ex-
plore an existing Education Information System. The System visited was at
Orlande, Florida, and was for the Orange County Schools. This System uti-
lizes both locally developed computer programs is well as commercially pre-
pared programs. Such a System correlates highly with the BIA need in school
operations. This field trip was very helpful to this paper and made it pos-
sible to develop some alternative strategies, as compared to the approach

presented in the January Paper.

The development of Education Information Systems is well advanced over three
to five years ago, when BIA Central Office Education started working toward
computerizing information. More developed programs exist now than previously
and it would be worthwhile to explore them when compared to the high cost and
long time it takes to do developmental work, When an existing program can be
utilized, even with modification, this should be done, Education has had ex-
perience in both the use of existing programs and in developing them from the
very beginning. The Division of School Facilities employed a Westinghouse
developed program for facilities planning and it worked quite well. On the
other hand, there was no existing system that would meet the unique needs of
BIA Education that are reflected in the Student Enrollment System. 5S¢, BIA

) under contract with the General Services Administration, developed the Student
Enrollment System from scratch. What the field trip to Orange County, Florida
did was to provide an alternative to developing our own, with special refer-
ence to School Operations (see Table One). It also provided some crude bu.

useful comparative information regarding costs.

The proposed Education Information System is composed of six Information Cate-
gories and twenty-three (23) subsystems. The six Information Categories are:

8




A. School Operations
B. Facilities

C. Public School Assistance

D. Career Development

E. Education Research and Evaluation

F. Building Maintenance
There are some qualifiers to some of the information reported in Table One.
For instance, some subsystems are tentative and subject to modification. The
ESEA program in BIA is computerized only to the extent that financial infor-
mation is carried in the existing BIA computer files. It does, however, have
an excellent manualized system that may in time prove adequate to the needs,
Then there is that which is reported for Public School Assistance, Once this
Information Category is explored in detail, the subsystems listed could change

entirely.

It is also important to note in the proposed system that the existing Financial
Subsystem is to be utilized. Wherever the Financial subsystem is listed as
being operational, it refers to the one currently maintained by the Computer

Center,

Another subsystem that is in existence and is not maintained by Education is
that of school building maintenance. This subsystem is and will be maintained

by Plant Management.




TABLE ONE 6

PROPOSED EDUCATION INFORMATION SYSTEM

Stage of Development Technical Classification
In  Under Pre-
Opera Devel- Devel- Computer
Subsystem ~tion opment opment Assisted Manual Combination i
A." School Operations T - ' T
1. Collection non-
eligibles X X (x)
2. Community X X
3. Curriculum
courses
testing X by
scheduling
4. ESEA Programs X (x) X
5. Financial X x
6. Handicapped X X
7. Qut-of-class
Activities X X (x)
8, Student En-
rollment X ) §
B, Facyidfiile *
1. Enrollment
Projections X X
2. Equipment
Purchases X X
3. Inventory X X
4. Planning X X
5. Priorities X X
C. Public School
Assistance
1.” Curriculum
Offerings
testing X X
2. Financial bYs x (x)
3. Student En-
. rollment X X
D, Career Devel-
opment
.+ 1. Adult Ed. X X (x)
2. Adult Voc. b b
Training
3. Financial X X
4. Higher Ed. X X (x)
E. Education
Research and
Evaluation
1. Statistical
Packages X X
2. Storage and
Retrieval X X
F. Building Main- NOTE: x's in parenthéses indi-
tenance X X cates an existing manual system
Total Subsystems = 23 r
TOTAL: 9 5 9 21 6 2 10

(39%) (22%) (39%)

EKC |
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The organization of Education Information presented in Table One is the first
time that BIA has been provided with this particular concept. Coincidentally,
it reflects much of the administrative orgamization of BIA but therc is by no
means one-to-one congruence. A brief discussion of each Information Category

follows.

School Operations: This category includes current Federal school operations

and tribal-contract schools. It is this information that would be useful to
tribes considering the control or contracting of currently Federal schools.
Too, after a tribe takes over, this category would continue to be useful to
both the tribe and the BIA as a basic management tool. Use of existing pro-

grams would be a considerat for this category.

Facilities: The Facilities Category is well along to becoming operational.
I't should be noted that the '"Priority Sub-System,' which is operational, is a

combination computer and manual system.

Public School Assistance: Most of the information on this category that now

exists emanates from manual efforts. Excepting for minimal computerized fina.. -
cial information, it is all manualized. In a sense, this category is entering

a readiness stage regarding development.

Career Development: The efficacy of the Career Development concept regarding

Self-Determination is emerging. The very recent report of the Oklahoma

Indian Education Needs Assessment (March 15, 1976), reflects general needs

that relate strongly to Education's proposed Career Development concept. It
would appear that the development of the computerized system in Career Develop-
ment, as perceived and as under development by Education, would be a wise

direction. (Note: It is difficult to understand how Career Development could

11
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possibly be classified as analogous to *'Job Placement.' Rescarch in education
indicates a neced for Careex Development programs. If the BIA implements
Career Development as the narrow concept of job placement, the identified
education need wili go unmet, Education will then have to come forward with
requests for financial resources to meet identified education nceds of

Career Development}y,

Education Research and Evaluation: Therc are a growing number of requests

for this type of information and as a planning tool in support of Selt-
Determination, it is essential. The concept presented in Table One refers

to computer programs of statistical packages in Education and the Social
Sciences. These programs exist and can be purchased inexpensively. What

is needed is computer programmers who understand them and can use them.

Then, there is the need to computerize some of the BIA evaluation and research

data. This is a growing mass of inforpation in which there is already a

backlog. This latter is most important regarding support of tribal control

of education,

Building Maintenance: This was discussed above and refers to the existing

computerized system.

There are proceduyes, in addition to the proposed information system, that
already exist and should be continued. These are paper type procedures that
provide information or a service essential to management. Some of them were
reported in the January paper in Table One. The paper procedures that need
to be continued are:

1. Changes in Schools, a form already used

2. Curriculym Bulletins, as ..oy exist

3. Education Dialogue, a newsletter

o

12



4. Education Research Bulletin

5. IERC Bulletin

6, Paper Files, as they exist

5
6
7. Publications fxom time to time, i,e., Steps to Pxo :ieSS
8. Placement of Gmadustes, meeds to be revised
9, Research and Ewalustion Report Series, as they exist
10. Ccles of Student Conduct from each school, as required in 62BJAM 9
There may be others that should be added to this 1list, which can be done s

time goes on.

Any consideration of a computer assisted information system must take into
accountt such mattexs as costs, persomel and hardware. Then, there is the

consideration of technical mainte.ance.

Within BIA, the Cemtral Office Education experience with computer assisted
systems indicates that technical maintenance is such a problem that the
system is hardly kept going. The net effect is that computer assisted
systems in education hawe ot worked efficiently or effectively to berzefit
the education progxam. Education simply has not had a high priority iy the

| EIA computer centex. This is not a new fact as it was reported last year in

an Interior Department evaluation of the total BIA system.

- An example of the meaning of the problem of technical meintenarce of a
progran ﬁay’ be taken from the mnew Student Emrol lment Systen. First, the BIA
computer system said some three years ago that it would be best to develop
the progxam outﬁicie of BIA. This was done with GSA, The program was deli-
vere to the BIA so that i could be fully operationzl by the conclusion of
the school Year 1975-76. This meant that starting im September 1975 that

v Edlltgtiaﬂ was going to mike demands on the computer cemtex in an unprecedented

13
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mamer. This has occurred and im spite of the willingness of computer center
personnel and the cooperative attitude of all concerned, the net effect is
narg inal technical mainteparce. Compuitex programming has ixﬁpr—aved, also,
technical capability regarding the <omputer was modified and improved. Yet,
the work of Education std]]l remsins ima low priority and the work languishes
arnid is not kept up. This j= omly ome system out of 23, Technical maintenance
of the computer program myst be given basic consideration, It is the general
belief of Education that the modernization program is greatly needed and that
no significant improvemenits in Education informati@ﬁ will be made without it.
From all xesearch done by Educatifon, new computers are needed and new programs
are required. All of thig is being considered by those in charge of the

moderni zation progran,

The cost of the propesed Fducation information system cannot be accurately
projected at this time. A great deal morewill have to be done regarding
determination about what existing programscan be adapted and which ones will

have to be developed. Devel opmental costs are very high and time consuming.

The £ield trip to Orange County Florida was instructive regarding costs.

The Orange County system has 20,000 moxe sStudents than BIA (50,000) and
madintains an IBM program <omplete with data processing, programming, and
computer costs for about $750,0000 annually., This is perhaps less than half
of what Education ndobw pays for computer -ervices from the computer center and
according to the Departmemtal evaluation, Eucation receives less than eight
pexcent of the total output of the center. It is a rough estimate that the
computer center today supports mot more than ten percent of the Education

need,

14
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It is recommended that the proposed Education System be supported with an
annual allocation of one million dollars for the next five years. At least
five and most probably seven positions for computer programmers and systems
analysts will be needed. Computer programmers should be assigned to Educa-
tion. Then, remote job entry capability and printing support should be
installed in Education so that there is ready access to computerized infor-
mation. Technical maintenance can be achieved by following this approach.
This arrangement does not in any way jeopardize the modernization plan calling
for a data based management system. What is proposed is that Education and
other program offices maintain control of their computer services much more
than has been done in the past. While a central modernized computer center
may be established, control of the center needs to be shifted to program
offices. The idea of one administrative function providing services to
program offices is seductive, but when it comes to computer assisted sexvices,

it does not work for Education.

The computer and information situation is changing rapidly in BIA. The
modernization program is greatly needed and it is hoped that it will receive
the support necessary to make it a reality. BIA Education strongly supports
the modernization program and wants only to be better equipped so that it may
become the strong technical service agency which may confidentially reflect

the needs of Indian Seli-Determination.



A January 22, 1976

EDUCATION INFORMATION AT THE
BIA CENTRAL OFFICE LEVEL OF OPLRATION

The Approach
This Paper reports the results of a survey of BIA Central (ffice *iducation.
The objectives of the survey were to:
- ‘ (1) Determine the total scope of Education Information currently
being reported; ,
(2) Identify the methods being used in developing the infommation;
(3) Detemmine those developments that will add to and/or replace
existing information;
(4) To provide an analysis of Education Information with
recommendations,
A few basic definitions were used in the survey. They are taken from the

book, Management Information Systems, Tools and Techniques by William A.

Boechino,
Management Information System (MIS):

(1) The chamnels of information flow that feed back cperations
data for analysis, management decision, and implementation to
exercise control in order tnat the organization reach its
objectives.

(2) . A system designed to supply the managers of an organization
with the information they need to keep informed of the current
status of the organization to understand the implications, and
to make and implement the appropriate operating decisions.

- (1) Elenents interrelated for a purpcse
‘ (2) An asseably of procedures, processes, methods, routines,
techniques, or hardware united by some form of regulated
interaction to form an organized whole.
The Existing Situation .
The existing situation was divided into three groups of systems which together
total some ~ thirty (30) , Subsystems. It is perhaps stretching the defini-
tion of system to classify all of these in this manner. However, considering

16
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2
that a large number of them predate modern automation theory and techniques,
this classification is not unreasonable. Therefore, there are twenty-nine

subsystems of information available to decision-makers at the Central

Office level of operation.

It spould also be understood that an information system is as old as manage-
ment and has only recently developed a strong relationship to computers and
relatedE modern technology. Organizations have always had systems whereby .’
decision-makers gathered information to be used for management purposes.

The employment of modern teclnology has not necessarily changed the basic
concept of an information system. An information system may oxr may not
enploy the use of modern technology and would nonetheless remin legitimate.
Indeed, there are some types of information that simply do not need to be
computereized or because of their nature, cannot as yet be handled by com-
puters due to the limitations of modern technolcgy. So, just because some
gystems are not computereized is little reason to assess them as inadequate.
On the other hand, the aﬁvantages of modern technology regarding some systems,
such as student. cnrollments, are obvious. A balanced approach should be

employed when assessing adequacy of information systems,

17
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EDUCATION INFORMATION, BIA CENTRAL OFFICE

Type of Information Computer = Manual Combination Sﬁﬂmﬁpgmp_ Developmental Propose
ke Acvdisted . buputer & '
, Manual

Collections on Non-
Eligibles (21)
. Change$S in Schools (22)
Placement of High School : o _ S _ ,
Graduates (23) x , X
Student Rights and . . :
Responsibilities (24)
Research, Evaluation
Reports (25)
Curriculum Bulletins (26)
Paper Files (27) _
Annmual School Census (28) I .
" ESEA Title Programs (29) _ : X

Mo
C ]
W H

-
¥
Y

I
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MM MAHRX
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Type of Information

TABLE II ~-

Computer Assz.sted

o 1@

OPERATIONAL SUBSYSTEMS

Cambination Com-
Vanual puter and Manual

1)
2)
_—
4)
5)
6)

7)

8)
2

10)
11)
12)

" 13)
L 4 14)

15)

16)

17)

Financial

Student Enroll-
ment

SPriorities

Facilities
Inventory

Personnel

Maintenance of
Buildings

Public School
Assistance

Higher Education
Adult Education
Student Attendance

Student Enroll-
ments (old system)

Collections on Non-
Eligibles

Placement of High
~ School Graduates

Student Rights and

Research, Evalua-
tion Reports

Curriculum Bulletins
Paper Files
Annaul School Census

A Title Programs

PN TS & & SRt 1
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Table II provides a sumary of operational systems or subsystems available
today to top nmagers in the Office of Indian Education Programs. It should
be noted that three of these are taken from those created and managed by
Administration. These three are Financial, Personnel, and Maintenance of
School Buildings. This leaves three other systems available but the Tribal
Enrollments, Social Services (which is developmental) and Land Records were
considered perhaps minimal to decision making in Education. However, all
six are available to Education decision makers with three probably being the
most important.

TABLE III — SUBSYSTEMS BEING DEVELOPED

Combination Com-

Type of Infc:mgticmv _ Computer Assisted_ - Ma:mal puter and Manhual

1) Facilitiss Plan-
ning Model x

2) Facilities Enroll-
ment Projections X

3) Facilities Fquip-
ment Purchase X

4) Curriculum X

| 5) staff Utilization %

€6) Commmnity X

L g

It should be noted that those listed as developmental do reflect modern tech-
nology and in this sense modern management theory and techniques. All of the

sbove are subsystems within the Education Information System.

While this survey does not cover Area Office activities in Education informa-

tion, a brief review of the situation via telephone did reveal that there
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were few significant developments. There is a need for more and better in-
formation but Area Offices use the same system that is used by the Central
Office. In this respect, there is broad support of information systems
within the BIA all the way from the school to the Central Office and vice
versa. There is little resistance to developmental efforts and one can

~ count on general support. Caution is advised during developmental work that
it be carefully coordinated and that it not duplicate e:s:ifs:ting useful

subsystens,

Though not specifically picked up in this survey, i;‘: is known that Area
Offices conduct a number of very useful one-time reviews, surveys, and
research type activities that are not reported to the Central Office and
thereby enter none of the Central Office subsystems. On the other hand, it
is known that Area Offices forward these reports to the Central Office and due
to management procedures of the Central Office, go unrecognized and enter
none of the existing subsystems. There is Education information available
that could be added to existing subsystems.

Analysis and Recommendations
The above survey is quite limited and does not go into a depth analysis of
the various subsystems. It does, however, provide a reliable scope of

Education information that is available and that is under development.

Recommendation One: An indepth survey of Education information needs should

be conducted and this should lead to a master plan for all programs admini-

stered through the Bureau of Indian Affairs.

It is obvious that there is a mass of information available to decision 99

., Wakers at the Central Office level of operations. While the usefulness of
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of this information may in many instances be questioned, there is still g

great deal that is very appropriate.

Recommendation Two: Better uses need to be rmade of existing information

and decision-making strategies should be developed that include a feed-in

- of existing information.

Coordination between Education and the ADP Center in Albuguerque has im-
proved considerably within the past two years. Intra-office coordination
has likewise improved over the past few months. Much of the improvement
can be attributed to the fact that Central Office Education personnel work
on a dajly basis with each other on common problems and are likewise

located across the street fram the ADP Center.

Recommendation Three: That coordination between Education and ADP be con-

.tinued and ways explored to strengthen it and that intra-office coordination

likewise be continued and strengthened.

Recomendation Four: Coordination between Area Offices and Central Office
be strengthened and improved.

The developmental efforts underway reflect modern concepts of management
information systems. The subsystems that havé been proposed and are under
-development are flexible and employ modern technology in most every respect.

There is broad support within the Bureau for them.

Recamendation Five: The Education Information System is underway and

relates well to existing and projected needs of BIA Education and, therefore,
should be supported in its implementation,
| S 23 I
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Any analysis of information that is performed requires some standards or
criteria to be employed.

Any information system requires standards in order to achieve effective use,
especially regarding evaluation and accountability. Currently, theére are
standards being used in the analysis of information but there is no

formmalized set of standards in ;BIA Education.

Recommendation Six: One of the earliest tasks to be achieved would be the

development of education standards for BIA. This can be accomplisheq simul~

taneously with an indepth look at the total information needs of Education.

Concluding Comments

Central Dif;ce Education has been working on modernizing the management of
education for at least a peri@d of seven years. These prolonged and gus-
tained efforts have in recent months begun to bear fruits in that 2 total
Education System has been developed which primarily reflects school opera-
tions and facilities. The important aspect of this development lies jn the
fact that a closer and more productive relationship has been establighed
between Education and the BIA Computer Center, which controls access to com-
puter services in BIA. Future developments in Education will go hang-in-

hand with the Computer Center.

Without appearing to be self-serving, one main objective of locating the
Indian LEducation Resources Center in Albuquerque was because of acCess to
and being located in close proximity to the Computer Center. The Wisdom

of this move has produced results that were not heretofore present.
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The situation regarding modern information systems in BIA Education is a
dynamic one that is fast changing. Caution is advised so that coordination
be sensitive and thorough; that users do not attempt to expect results 1oo
soon or to be too disappointed to learn that modern information systems,
while cxcellent, are not and cannot provide simplistic panaceas to all BIA

Education problems.
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